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Consortium proposal to synchronize CRP Contract End dates 
CGIAR Consortium, April 15 
Background 
The contracts for three CRPs end on June 30, 2014, and for an additional six the contracts end on December 31, 
2014. It is therefore necessary to start thinking about the process for the next round of CRP proposals, as the goal 
should be to have new contracts in place before the current ones run out. The Consortium believes that while 
development of the CRP portfolio was a major achievement and a significant institutional transformation, the 
process for the next round should not simply repeat the previous round. There were significant lessons learned in 
the first round that can be used to re-design the process more efficiently and more effectively than the first time – 
and to build on the achievements of the first round to increase the quality of the portfolio. 
The Consortium proposal to improve the performance of the current CRP portfolio through the next round of 
contracts does not imply that it is not focused on improving performance within the current cycle as well – to the 
extent that it is possible to do so, given that these are all approved contracts. Specifically: 
1. the Consortium has asked the IEA to carry out an external review of CRP governance and management in 
2013, in order to support both guidance for the next round and to support immediate actions for 
improvement in 2014 if that is determined to be desirable; and 
2. CRPs have been asked to volunteer to pilot a performance management system in 2014, based on the IDOs 
developed in 2013 and the Consortium will develop concrete proposals for such a pilot with the interested 
CRPs, for the Fund Council’s approval in November 2013. 
Synchronizing CRP contract end dates to the end of 2104 
On March 5, 2013, the Consortium Board decided that in order to enable a portfolio wide assessment of the 
proposals for the next stage of CRPs, it is in favor of synchronizing the end dates of the current CRPs to December 
31, 2014. This would require renegotiating the current contracts of CRPs with other end dates; for three programs 
this would mean a 6-month extension while for six others it would mean a 6-12 month reduction of their current 
contract. If the end dates of the current 15 CRPs (not Genebanks) are synchronized to end on 31 December 2014, 
there will be an opportunity to develop a coordinated set of proposals for a CGIAR portfolio funding cycle 2015-17. 
The disadvantages of the staggered approval in the first round were many. A number of Centers feel that the bar 
was raised during the process and proposals were not treated fairly and equitably. The CRPs were designed and 
reviewed in a stand-alone fashion, and as a result the value addition of each CRP to the system level portfolio 
could not be considered. This also raises questions about overlaps, missed synergies and lower impact/value for 
money of the entire portfolio. Development of the new proposals at the same time will give the CRPs more 
opportunities to collaborate, and to consider joint work in focus locations, for example. Review and evaluation of 
the entire portfolio will also give the Fund Council an opportunity to review priorities, and to allocate resources, 
across the portfolio. 
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The initial reaction to the proposed synchronization per end 2014 may be that that is too quick, given that the last 
program was just approved. However, first, to push the date for a harmonized / synchronized cycle back by 
another year to 31
st
 December 2015 will be really difficult. As the first three CRPs currently end 30 June 2014 that 
would mean that their 3-year contracts would have to be extended by 18 months, as there should not be a gap 
that is not funded. Continued funding without new proposals for such a long period is not likely to be acceptable. 
For a synchronized end date of 31/12/15, the contracts of fully 12 of the 15 CRPs would have to be extended. 
Second, it may be an important consideration to know that the DGs of the lead centers of CRPs that have been 
approved most recently, ICRISAT, ICARDA and IITA, explicitly support this synchronization, even though it means 
shortening their current CRP contracts, because they feel it is very important to create a single cycle of all CRPs 
treated equally through a single process, enabling assessment of the portfolio as a whole. 
Third, while it is true that we have not learned enough from the current round of CRPs, we do know that quite a 
few things need improving – particularly the fact that we do not have clear outcomes agreed in the current CRP 
contracts, and that donors nevertheless request reporting of the outcomes achieved – creating major discomfort 
on both sides (and risking lack of future donor support if not rectified quickly). There is a strong demand from 
donor side for the implementation of a performance management system – which can realistically only be 
introduced in the second round of CRP contracts. If the start of new contracts is delayed until 1/1/2016, then it 
means reporting in the new format, against the first year of operation of the new system, will only be in 2017 – 
fully four years from now.  
Fourth, proposal development should be a much “lighter” process in the second round, in the sense of not 
producing book-length proposals, and directly following on from this year’s outcome development exercise 
(preparation for new proposal development in many ways). Thus, writing new shorter, proposals in 2014 actually 
fits the schedule we are already on, with priority setting and outcome development this year, and turning that into 
improved proposals next year.  
Implications of Synchronization of CRP contract end / start dates 
Synchronization implies that a proposal development and evaluation process needs to be designed to allow all 15 
proposals to be developed, evaluated and decided upon within the 2014 calendar year. Referring back to the 
experience in the first round that might seem an impossible task, however, there are concrete and realistic 
proposals to reduce the amount of work involved drastically. Proposals should have strict page limits for example, 
of 40 pages (including Annexes) for example, rather than the 200-300 in the first round. Review and revision 
processes should avoid duplication and multiple rounds. Moreover, the work on development of Theories of 
Change, Impact Pathways, and Intermediate Development Outcomes at both system and CRP level undertaken in 
2013 is excellent preparation for the next round of proposal writing, expected to both increase the quality of 
proposals and reduce the amount of work involved. 
The implications of a single year proposal development and evaluation process have been considered and 
discussed by both the Consortium Office and the ISPC (in its meeting on March 25-26). The Consortium has 
proposed that ISPC becomes responsible for a single process of external review of science quality, relevance and 
partnerships (rather than two duplicative processes as in the first round). ISPC has considered this and other 
Consortium proposals and expressed its willingness to engage in a single year (synchronized process); with a two-
stage (pre- and full proposal) development process – with ISPC review and feedback for both stages. ISPC has also 
expressed its interest and willingness to work with the Consortium and other stakeholders to develop the 
Guidance documents for the CRP 2
nd
 Call. 
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The current CGIAR research program contracts end at different dates as follows (see Table 1): 
 3 end on 30 June 2014: Aquatic Agriculture Systems, MAIZE and Forest, Trees and Agroforestry. 
 6 end on 31 December 2014. 
 3 end on 30 June 2015: Humid Tropics, Grain legumes and Dryland Cereals 
 3 end on 31 December 2015: Dryland systems, Rice (GRiSP) and Climate Change (CCAFS) 
 1 ends on 31 December 2016: Genebanks. 
The key to a manageable proposal development and evaluation / approval process will be: rigorously applied page 
limitations and a templated proposal (much as used by other funding agencies); top-notch independent review and 
evaluation; and a two-stage (pre-proposal / full proposal) process to provide early feedback and guidance 
combined with detailed proposals in a second stage. The priority setting processes in 2013, leading to improved 
clarity on development outcomes at system and CRP level, will also lead to clearer guidance and focus of the next 
stage of the CRP proposals. 
It is proposed to synchronize the contract end dates of 15 programs (all except Genebanks) to end on 31 
December 2014. This would require the following: 
1. Extend the three programs ending before that date by 6 months – which is likely to be possible through, in 
essence, a “no-cost-extension” as all are expected to stay within their approved budgets up until end 2014. 
2. End the contracts of the six programs that currently run through June or December 2015 six months to a year 
earlier – presuming that at least most of these programs prefer to be in a single batch with the other 
programs, rather than “lag behind” (as confirmed by several lead centers of programs currently in this 
situation). GRiSP would prefer to keep its current contract, but initial discussions with IRRI show that this can 
likely be re-negotiated to mutual satisfaction 
Presuming the Consortium Board and Fund Council approve the recommendation to harmonize / synchronize the 
CRP contract end dates to December 31, 2014, the Consortium will negotiate amended contracts with all CRPs 
currently not ending on that date, for subsequent CB and FC approval before the end of 2013. 
Table 1: CRP start and end dates 
CRP Start date End date 
1.1 Drylands 1-Jan-13 31-Dec-15 
1.2 Humid tropics 1-Jul-12 30-Jun-15 
1.3 Aquatic systems 1-Jul-11 30-Jun-14 
2 Policies 1-Jan-12 31-Dec-14 
3.1 Wheat 1-Jan-12 31-Dec-14 
3.2 Maize 1-Jul-11 30-Jun-14 
3.3 GRiSP 1-Jan-11 31-Dec-15 
3.4 RTB 1-Jan-12 31-Dec-14 
3.5 Grain legumes 1-Jul-12 30-Jun-15 
3.6 Dryland cereals 1-Jul-12 30-Jun-15 
3.7 Livestock and fish 1-Jan-12 31-Dec-14 
4 Nutrition 1-Jan-12 31-Dec-14 
5 Water, land, ecosystems 1-Jan-12 31-Dec-14 
6 Forests 1-Jul-11 30-Jun-14 
7 CCAFS 1-Jan-11 31-Dec-15 
Gene banks 1-Jan-12 31-Dec-16 
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Exploratory ideas for CRP 2
nd
 Call in 2014 
The Consortium has started the consultation process of key stakeholders early, in the Spring of 2013, with the aim 
of sounding out responses to a number of ideas to change the process. It is proposed to develop Guidance for the 
CRP 2
nd
 Call, both in terms of substance and process, as a document for approval by the Consortium Board and 
Fund Council in October / November of 2013, so the invitations for proposals in the next round can be issued in 
December 2014. 
Between April and September the Consortium, its members, the CRPs and ISPC will collaborate to develop this 
Guidance document. The Fund Council is requested to indicate how it wants to engage with this process to ensure 
that a well prepared document can be brought to its meeting in November. 
A summary of key ideas explored by the Consortium (and discussed at some length on April 24) is as follows: 
1. By invitation only: All 15 current CRPs are invited to submit proposals for funding in the 2015-17 cycle (not all 
have to be approved; or not all activities proposed have to be approved. Part of Guidance is whether the FC 
thinks there is space for one or several additional programs, i.e. whether to invite any additional proposals. 
The Consortium suggests to commission papers in a few areas where the current portfolio potentially could be 
improved. Three areas proposed for analysis are: (a) climate change mitigation: greenhouse gas emission 
reduction through agriculture; (b) livestock, fish, forage improvement; and (c) cross-program investments in 
bio-informatics, crop data systems and upgraded phenotyping sites. The FC could suggest others. 
2. Measurable development outcomes: The development of system and CRP level IDOs in 2013 provides an 
excellent opportunity to provide substantive guidance to the CRPs on what the Fund Council would like to see 
in the new round of proposals: concrete contributions to intermediate development outcomes (IDOs) in terms 
of the four System Level Outcomes (SLOs) that are measurable and can be monitored and independently 
verified, provided within the context of a Theory of Change (ToC) and Impact Pathway (IP). 
3. Synchronization: of all 15 CRPs to end on 31 December 2014, with a portfolio wide funding cycle for 2015-17, 
enabling proposal development that takes care of synergies and avoids duplication among CRPs, and a more 
coherent portfolio. 
4. Two-stage proposal development: with a 10-page pre-proposal, enabling early guidance and overview across 
the portfolio, followed by a 40-page full proposal for all approved pre-proposals, with substantive guidance. 
Review by ISPC at both stages. Consortium Office has delegated-donor program development function, 
working with CRP leaders to develop proposals that meet the guidance. 
5. Parity of Funding Sources: CRPs develop 3-6 flagship projects (key priority groups of activities; themes, or 
regionally focused projects within each program) that form the major organization within each program – 
each associated with specific ToC, IP and IDO(s). Funding from different sources would be explicitly matched 
to each of these flagship projects (with the Consortium representing W1-2 Fund donors), so that all donors 
know how their funding contributes specific outcomes. This provides parity for all funding sources, improved 
accountability, and direct linkage between co-invested W1-2 and W3-bilateral sources. 
6. Payment for Results: Clear specification of measurable outcomes provides the foundation to enable payment 
for results – not as a necessary feature but an option to be explored where relevant. Performance payments 
could be associated with outcomes achieved at the end of a project and/or based on annual performance (for 
example based on a annual performance pool determined by the FC). 
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Table 2. Possible dates for second phase CRP proposal development (to be refined) 
Dates Milestones 
Nov ‘13 CB and FC approve proposal development guidance and process 
Dec ‘13 CB issues a call for second phase CRP proposals 
1 March ‘14 CRP pre-proposals submitted (10 page max) 
1 May ‘14 CRP pre-proposals reviewed and guidance issued 
1 July ‘14 CRP full proposals submitted (30 page max plus tables / budgets; 40 pag max total) 
1 Oct ‘14 Evaluation and reviews completed, submitted to CB and FC 
1 January ‘15 Decisions taken and Phase 2 contracts in place 
 
 
Recommendations: 
1. The Consortium proposes to synchronize the current CRP contract end dates to December 31, 2014. If the 
Fund Council agrees, the Consortium will enter into negotiations with CRP lead centers with the objective of 
achieving mutually agreeable contract revisions. 
2. The Consortium proposes to develop a detailed CRP 2nd Call Guidance document for approval by the 
Consortium Board and Fund Council in October-November 2013, working closely with ISPC. The Consortium 
invites feedback from FC members on the exploratory ideas for the process of the second call (after FC9) and 
invites the FC and FO to join the Consortium in the preparation of the Guidance document. 
